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DISCRIMINATION PROHIBITED

Title VI of the Civil Rights Act of 1964 states: '"No person in the
United States shall, on the ground of race, color, or national ori-
gin, be excluded from participation in, be deniesd the benefits of,
or be subjected to discrimination under any program or activity re-
ceiving Federal financial assistance." Title IX of the Education
Amendments of 1972, Public Law 92-318, states: 'No person in the
United States shall, on the basis of sex, be excluded from parti-
cipation in, be denied the bencfits of, or be subjegted to disecri-

‘mination under any education program or activity receiving Federal

financial assistance." Therefore, career education projects

supported under Sections 402 and 406 of the Educational Amendments
of 1974, like every program or activity receiving financial assis-
tance from the U. S. Department of Health, Education, and Welfare,
must be operated in :empl;ance wlth these laws




FROJECT OVERVIEW

The overall plan for the development of Career Education in the state of
Fawaii was conceived as the Hawail Career Development Continuum Project. To
date the continuum consists of the following phases:

PHASE I (1972) - Development of a Continuum for Career Development
k=12. .,

PHASE II (1972-73) - Development of Curriculum Guides K-12 and an
ETV series for grades 4-6.

PHASE III (1974~75) - Development of teacher education models and
training of teacher cadre, etc.

PHASE IV (1975-78) - Development of medel and matertials for counselors
and adninistrators.

As can be seen, Fhase IV was designated as the training ccmponent for adminis-
trators and counselors.

The initial segment of Phase IV was to devalop a model to characterize the
training procedures. The next task was to collect and/or develop a set of
materials for each module of the training program. The initial eet of materials
is designed to present the administratore and counselors an opportunity to
seriously examine Career Fducation and its implicaticns for their institutional
roles. The balance of the matevials tend to focus on the various administretive

- funetions which affect implementation of Career Education.

The series of documents comprise the materials for an in-gervice progran
for a variety of administrative positions at the school and distriet level.
There is a certain flexibility since the materials arve designed to be used as
a group inservice or a self-learning system.

Program Organization

There are six (6) modules for administrators, four (4) for counselors in
- the phase. The first two are common while the balance ave specific to either
. counselors or administrators. The modules are:
- Module I--Information
Module II--Orientation

Module III--Teacher Information and Orientation for
Administrators

3.1 Identify Change Strategy

$3
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Module IV--Planning

4.1 Develop Plans for Curriculum Preparation and
Infusion

é_g Plang for Resource AZiaéaﬁiOﬁ

4.3 Plans for Scheduling

4.4 Pians for Gbmmyﬁityzlﬁvolusméﬁt
Module V--Implementation

5.1 Supervision of Teaching

5.2 Curriculum Evaluation
Module VI--Bvaluation of Career Education (Administrator)
Module VII--Develop and Implement Needs Assessment

8.1 Preparation and Evaluation of Counselor
Material

8.2 Consultation to School Personnel

8.3 Integration of Coordination of School
and Community Rescurces

Each module has a similar format. A short introduction provides an
overview of the material to be covered, and a set of goals which are to be
addressed in the module. In the comnon modules a time frame and a description
of the materials are suggested for use with each goal statement.

In the administrator and counselor specific modules a lesson format is
suggested, since the use of these materials may vary widely from situation to
situation. -

In addition, there are specific comments for use by a workshop fazilitater,

' instructor, ete., for those lessons where such teaching suggestions are oppro-
 priate. Several of the modules contain simulations or other learning cctivities

v;?»;t§ reinforee the appropriate goal statement.

Each module has supplementary readings which can be duplicated and handed
to the participants either prior to or during the workshop. When there is a
time frame for a module, the estimated time has. included a period for perusal

- of the article during the workshop. If the materials are read in advance, the

. time estimates should be adjusted aceordingly. A bibliography is also attached
for those modules where it ie appropriate.

6
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Again, it should be noted that this set of materials is a guide to training
administrators and counselors in the implementation of career education. It is
not a preseription which should be followed unwaveringly. Some modules may be
inappropriate for certain groups. It is the responsibility of the workshop
facilitator to consider the individual differences within and between groups
end to gauge the presentations accordingly.

. It should further be noted that this implementation program is based upon
the notion that there will be a time span between the end of one module and

the beginning of the next. Since the entire program would take twenty to

thirty hours at a minimum, and given the workshop regulations of the Department

of Education, that would be a logical supposition.
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6. ~Have teachers recognize the evolutionary .course of an éeducatiocnal
venture, career education, to involve schools in a more meaning-
ful role in the solution of these problems,

7, Have teachers understand the components which go to make up the
whole of career education.

g, Have teachers discover what other school districts have done in
the implementation of this concept.

9, Introduce teachers to the llawaii model for career education.

orifhtation Section

1. Make teachers knowledgeable of several models used by states to
conceptualize their plans for the delivery of career education.

2. Be knowledgeable of the Hawaii Career Education Model.

3. Understand and be able to effectively use the Hawaii Career
Development Continuum Gu1de for your partlcular school level.

4. Make teachers cognizant of the role of counselors and
administrators in the implementation of career education.

contSpts of Change Theory

1. To make principals aware of the possibilities of change theory
in the installation of career educatiun.

2. To be aware of techniques to use in promoting receptivity to
change by the staff.

he Boals of the Information section of this module are the same as those
qhd ip the Information Module of this project, with the exception of the sec-
§hange theory. The Information Module was designed as an eight-hour-
developed to provide administrators with sufficient data for them to
the need for career education. The writers believe that the same
Can and should be used to give information to teachers.

Qh on
E;Eldn
i 11

a £ the present teachers® contract terms prevall this would perhaps mean

N lﬂfcfm tion phase which stretched over several weeks. If that were the situa-
ﬂig " jt Would be very important to emphasize the c&operatlve aspects of such a
e i thevcurricular ‘aspects of the school. This in turn would imply study
he fale of change agent and leadership role by the principal.

a§ahg

The Boals of the Orientation section likewise are similar to those in the
1t190 Module of the project. Attainment of these goals may be accomplished
hﬁugh USing the timetable found in the Orientation Module.

Thgfe is no question that career education is a classic example of a change
I Qegss - Much of the success of implementing change lies with the change agent.
R vy pli¢ Schools that change agent is normally the principal. *uch is written

%]

o
(]



about _he change agent, yet h;s/nér role lS then not deflned The fﬁllawing

De?elops need for Ehaqggf A change agent i is aften 1n1t1ally

falter their behaV1af. In arder to 1n1tlate the change prQEESS,
the change agent pn;nts out new alternatives to existing prob-
‘lems, ‘and: convinces clients that they are capable of confronting
" these: prcbiems. He not only assesses client's needs at this
stage, but also helps to create these needs in a cansultat1VE

' and persuaslve manner.

'-*jEstabllshes a chang__;elatlanshlp Once a need for change is
.. created, a change agent must develop rapport with his/her clients.
. He/She . may ‘enhance - the relationship with his/her clients by crea-
ting an- impression of credibility, trustworthiness, and empathy
with their needs and problems. Clients must accept the change

_ agent before they wlll accept the innovation he proposes.

Diagnoses the;prqblem The change agent is respans1ble for
'analyz;ng his/her client's problem situation in order to deter-
mine why existing alternatives do not meet their needs. 1In
arfiving at his diagnostic conclusions, the change agent must
view the 51tuatlcn emphatically from hlS client's perspective,

Creates intent to change in the client. After a change agent
explores various avenues of action that his clients might take
to achieve their goals, he should encourage an intent to change,
a motive to innovate. But the change must be client-centered
rather than change for change's sake. lilere the change agent's
role is to motivate. ~ \

Translates intent into action. A change agent seeks to
influence his/her client's behavior in accordance with his/her
recommendations which are based on the client's needs. 1In
.essence the change agent works to promote compliance with the
program he/she advocates. This means more than simple agrec-
ment or intent; it means action or behavioral change.

Stabilizes change and prevents discontinmnances. Change agents

may may effectively stabilize new behavior by difceting reinforcing
messages to those clients who have adopted, thus 'freeziny' the
new behavior. This assistance frequently is given when the
client is at the trial-decision or confirmation function in the
innovation-decision process.

,;~Achleve5 a terminal relationship. The end goal for any change

agent is development of self-renewing behavior on the part of
the client . . . . The change agent must seek to shift the
clients from a position of reliance on the change agent to
‘reliance on themselves. 13

3




'E‘Infbrmatlnn and Orientation Modules are designed to assist the principal
roles: one thrnugh four. Other modules in this series are déSigﬁEd ta asslst
es flVE and six. » -

‘Th lesscn which follows will assist the prlnclpal in developing his change
trategies in the preparation of entering career education in his school.

Aruitoxt provided by Eic:



Lesson 1
theary 1n the 1nstallat;on of career educatinn.

To be aware of technlques to use in pr@moting receptivity
to change by the staff.

,Partlﬁlpants will be introduced to art;clés on planned change in the school
etting as a Process for the implementation of career education. Famika Anae, a
raduate student in educational administration presents an article on "How to
’1ng"Abnut Change in a School System to Incorporate Career Education in the
Curriculum.” Supporting this work is another approach which is suggested in
'Pr;nclples of Change.” The principles of social change and the essential change
agent behavior are covered. Education as an institution has long been charged
with the job of transmitting cultural factors. To accomplish this role, educa-
“tion must plan a major part in social adaptation and in reducing social lag. In
“:short, education is being called upon to become a leading agency of planned
.change (Bhola, 1968). Flemlng (1966) defined planned change as the ra‘ional
pproach to change based upon a deliberate and collaborative process: involving
-change agents and those being changed. Educators must plan for change if educa-
on=is to meet the demands of its time. Unplanned change can create undue
ressures on the educational system, eventually reducing lines of communication
'between the educator and .those being educated and therefore creating major lines
‘distrust. It is imperative that educators are able to innovate to insure a
continuous process of orderly change and social renewal. This is covered in
’“Thearles of Attitude Change." :

- .In order to accept educational change, the school admlnlstrator must be
ble to ‘identify hlslher role in the process. The administrator should have an
areness of how they feel about change for the school. For this reason, "The
urn-0£ff'' by Michael Hinkemeyer and Michael Langenbach addresses itself to some
very serious questions that administrators have to ask of themselves when iden-
“tifying potential facilitators or impeders of change. Local plans must be
‘formulated in relation to local needs and resources. Because the principal is
‘viewed by many as the potential change agent in the schools, we have included
"~ "The Role of the Change Agent." "Change by Objectives' follows as a suggested
~'guide for the administrator.

o7 ‘Dale Mann's article, "The Politics of Staff Develnpment " is an excellent
. article in which school reform is based on existing personnel. The process
:includes mutual adaptation, progresses to implementation, and leads to change,



_ clpals must be able to 1dent1fy the .potential facilitators and impeders of

change in ‘their schools. For this reason, '"'Planned Change Through In-Service"

is a suggested reading which we. feel wauld be beneficial for the reader. Often,

nfbrmat1an ‘can be acquired from knowledge or resistence or support which

'sulted from previous attempts for educational change. Most opposition seems’
arise from a'lack of knowledge of the inrovation, mISﬁDBCEPtIQD vested -
est ‘threats to personal security and autonomy.

o Educational change 1nva1ves spegiflc steps including 1dent1flcatlen or
:_strategles and alternmatives. Through the completion of the information and
oriontation sections of this module, the participant is now at a point where a
persanal definition of educational change can be formulated. Through an under-
. standing of career education, the participant will be able to identify specific
outcomes and processes which fuse the dynamics of educational change to meeting
the desired outcomes:. In the article, "Change by Objective,!" the author covers
the . ‘process of determining in speclfic terms the goals desired, organizational
or ‘structure changes which need to take place, the revision of curriculum, and
“the ‘adjustment demanded of the faculty. Administrators must let counselors
realize that counselors need to react rationally to change in an orderly process,
ather than attempt unplanned, homeostatic change, without concern for the total
.educatlunal system.

~ Research has shown that edutat;anal change is much slower than change in

" . other areas such as sociology, agriculture, or medicine. Reasons for this
:~'slowness are based on 1) educational system is-an open, formal system where it
. is difficult if not impossible to satisfy multi-interests groups through current
educational procedures; 2) as an organization, education lacks an institutional-
zed- change agent, or motivation to change; and 3) as an institution, education
-abes not have much knowledge about new educational practices. The process of
‘educational change has been composed of four major steps: research, development,
- diffusion, and adoption (Guba, 1968). We have included in the Appendix some
~readings on "Basics of Participative Management" and '"'Influencing Attitudes and
~Chang1ng Behavior" to help the administrator deal effectively with the many
groups involved. The adoption process emphasizes that teachers and other educa-
tors change more rapidly and conclusively if they are adequately informed about
the . 1nnnvat1an.

The history of educational change has shown that it can take decades for
preven innovations to be adopted in schools. In light of the school's function
s social transmitter of values and cultures, disequilibrium in change is
pparent as the school tends to maintain the status quo, resisting unproven
mathods ‘of reconstruction. The school system tries to maintain equllibrlum and
131 -attacks of. unplanned change, and at the same time many view it as the
e for planned change in education. Therefore, if the objective of educa-
is to bring about change in the organization, a state of disequilibrium is
1 when an innovative idea is instituted into a routinized system. This
sequllibr;um causes 1ncgngruen:e to occur, either in the system or in the
members thus resulting in change.

,'In cnnclu51on, change Gccurs primarily for three reasons. First, the
innovation is seen by its users as more beneficial than what already exists.

" Second, change occurs when direct pressure comes from the surrounding institu-
f»tlans fbrclﬂg disequilibrium or 1nc@ngruen:e between the old and the new--usually

6
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referred to as "force choice change." This simply means that if the system
decided to change, everyone has to change. The third type of change occurs when
- a motivational factor of regard or punishment is attached. This type is usually
.- designed to create minimal changes. Readers should be able to extract specific
outcomes and processes which have direct implications for educational change.

17




INTRCDUCTORY READINGS O CHANGE THEORY
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INTRODUCTORY STATEMENT TO
CONCEPTS OF CHANGE THEORY AS RELATED TO EDUCATIONAL INSTITUTIONS

e In this section- participants will-be able to extract specific outcomes

- and. prncesses which have direct implications for educational change. Career
.education will involve changes in attitudes and the curriculum as well as in
~'the.teaching process. The concept of planned change as a process to implement
. career, education implies that career education action plans are comprised or
.,perganlzed to influence opinions, identify alternative implementation strategies,
- and evaluate outcomes,

o Career education needs acceptance to be effective. Resistance to change
"is the ‘strongest law of human nature, existing in and out of the school system.
A-clear comprehensive statement of the case for career education must be set
~down in printed form. The case presented must be straightforward, simple in

r”ﬁstyle, with emphasis on the broad outlines. One will have accomplished much

:;'1f one can get across a few basic themes and a generalized understanding of
“~the career education program. Clearcut lines of authority, objectives of each

. -element in the organized effort, and a timetable of priorities are required.

_Confusion can be avoided if everyone knows who does what and when it is to be
dome.

The administration of career education programs must result in desired
outcomes. Educational change does not just happen. Leaders of career educa-
tion programs must develop an operational plan for career education supported
by change theory and a knowledge of the change process. Administrators should
be aware of what must be changed, what can be changed, what forces act against
change, and how to.best affect those desired changes.

. The teacher, with the aid of the school counselor, will be primarily
responsibile for the installation of career education “hrough the déllvery

of the instructional aspect of this endeavor. Because of this, it is extremely
_ important that teachers be introduced to their specific roles and responsibili-
- ties with career education before they plan, manage, and coordinate student
learning experiences.
‘Teachers should gain a thorough knowledge of career education and career
educatign zurriculum materials, strategies, and resources. They'must alsn

'_1mp1ementatlan and use of the’ Hawa;; Career Develqpment Cent;nuum Guldes

This competency is based on information and skills. .Therefore, opportunities
must be made for observation, preparation, practice, and evaluatian of style
and delivery.




HOW TO BRING ABOUT CHANGE IN A SCHOOL SYSTE&, TO
INCORPORATE CAREER EDUCATION IN THE CURRICULUM

by Famiki Anae
The following are some change strategles that could be

implemented. They are also models in bringing about
change.

General Principles and Strategies of Change

. -Several years ago Kurt Lewin posiulated that within any institutional
'Asettlng there are forces operating in opposite direction. These are restraining
forces and riving forces. Change takes place when these two types of forces are
~in imbalance. To effect change, one must increase dr1v1ng fOTEES and decrease
- restraining forces, or combine the two approaches.,

Benne and Birnbaum (1969) have suggestéd several principles oflchange;

1. To change a subsystem, relevant aspects of the environment
must also be changed.

2. To chanpe behavior on any one level of a h;erarchlcal organl—
" zation, it is necessary to achieve complementing and r31nfcr:1ng
changes in organization levels above and below that level.

3. The place to begin change is at those points in the system where
some stress and strain exist. Stress may give rise to disatis-

faction with the status quo and thus become a motivafing factor
for change in the system.

4, In diagnosing the possibility of change in a given institution,
it is necessary to assess the degree of stress and strain at
points where change is sought. One would ordinarily avoid
beginning change at the point of greatest stress.

5. If thoroughgoing changes in a hierarchical structure are’
desirable or necessary, change should ordinarily start with
the policy making body.

6. Both the farmal ond informal organizations of an institution
must be considered in planning any process of change.

7. The effectiveness of a planned change is often directly related
to the degree to which members of all levels of an institution
hierarchy take part in the fact-finding and tune 4iaonosing of
needed changes and in the formulating and reality testiu, Af

goals and programs of change.

Walton (1965) further delineates the differéqces inherent in the power
strategy of change versus the attitude strategy of change. The power strategy
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. largely evolves from the work of game theorists, diplomatic strategists, and
- studenits of.revolutions. Two tactical operations are necessary in order to
establish a base and strategically manipulate that power. Attitude strategy

.for change -involves increasing the trust between involved persons or groups,
‘minimizing perceived differences, emphasizing mutual dependence, openness,

-.. acceptancé, and empathy.

Kolb, Winter, and Berlew (1968) demonstrated that change is most easily
achléved when goal setting has been cooperatively achieved and specifically
stated and when commitment to those goals has been high. Davis (1967) has
indicated several plateaus as necessary for effective problem solving in order

~to bring about change. These may be characterized as problem awareness, iden-
tification and freeing of key people within the organization, action-experimental
. steps stimulated by participation in various types of warkshnps, and development: :
of an lndépendent and self-supporting system. : e

D;cnne (1966) has stated that a prerequisite tc effective change is the
understanding of a school district as a social system. He suggests that four
problems must be solved:

The first problem is gaining commitment to a new set of values.

The second is to produce environmental conditions conducive to
their attainment. The third is to mobilize the resources to attain
he ggals The fourth prablem is that of guafanteeiﬁg harmony in

Overcoming Resistance to Change

Most notions of resistance to change speculate that individual reactions
and group forces are against change and that these must be overcome. Watson
{1966) has character%;ed these forces as resistence in Péraanallty and resis-
tance in social systems. His outline of resistance is in adapted form:

A, Resistance in Personality
1. Homeostasis. It is hypothesized that there are stabilizing

forces within an individual that cause him to return to a
previous state.

2, Habit. Once a habit is established, its operation is often
satisfying to the individual and is therefore difficult to
change.

5. Primacy. The way in which an individual first successfully
copes with a situation sets a pattern which is unusually
persistent. :

4. Selective nggepp}ggr Situations may be seen as reinforcers

e of an original attitude when they actually are dissonant.
Dependence. Agreement with early authority figures may

carry over into adult life,
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Superego. In a depenﬂence sort of way, the superego may
act as a tradition-serving agent.

7. - Self-distrust. Individuals tend to distrust their own
impulses and thus are fearful of change.

8. IﬁSEEUTlty and Regression. Individuals tend to seek
security 1n thé ‘past and thus be cautious about the
future

B. Resistence to Change in Social Systems
1. Ccﬂfarmity to Norms. Norms are to a social system what

habits are to an individual. Because norms are shared by
many participants, they cannot easily be changed.

2. Systematic and Cultural Coherence. It.is difficult to
change one part of a system w;thnut affecting other parts
of the system

3. Y§§ted I?terests. Changa is frequently perceived as a
threat to the economic or prestlge interests of indivi-
duals.

4. The Sacrosanct. It is easier to change technology than
to change what people hold to be sacred.

5. Rejection of '"Qutsiders.’ Most changes come from the
outside, Outsiders tend to be distrusted; hence change
is difficult.
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PRINCIPLES OF CHANGE

... 'Pressure for change usually originstes from Cutside the System (Princips! 1,
- Since'most institutions are' involved In services tO Systems OUtside their striQ.
ture, when these services are no longer satisfactorily deliveTed, preSsure f£of
- -change comes apout. Therefore, it is necessary £Or agents 0f chapge to pe abl®

' " to analyzeé and ynderstand the importance of informatiop from Outgide Of theif,
~educatijonal ipstitution and to improve the distributiop of infornation from with.
~in the educatjonal system. Richard Dustin in his article "Tfaipjng for 7
- -Institutional change' (Personnel and Guidance journal, peb. 1974, pp. 422-427)

feels that change agents are those who occupy a £ringe positiOn, Fringe memb®Xs

- .’are defined as those who do not occupy central poSitions in the jpformatien nets
- work, Their jpportance lies in the fact that they are ahle '© bping OUtside

information to key people within the institutioen.

SO - Another factor influencing change is that lasting chang®_usyally Occurs ??gm

© 7 the top down (principle 2), Ihen the administrators of the °TRanization commt

.- themsglves to change; the chance of change being imMplemented 1s greatly in-
creased. )

‘Changé agents act as the link between the educatigpal iMoygeion and its,
eventual adoption into the educational system because they h8Ve zcces5 to decd™
... sion makers (administrators) and to the members of the syste™ at the lower
~-levels, ThTough agents of change, staff from different jevelS can be brought
=-together thrauéh the agent obtaining commitments for change f¥on the top and 2t
the same time jipplementing a change through other Members of the gystem.

Although change occurs in response to outsideé Pressuyre, 3n important
prineipieris that Systems change f;nm_gétbin (Principle 3), It is the member~
_ ship _of the sygtem who must implement any change. The changf agent 10 be
- succesgful must pe an accepted member of the jpstitutign, If an outsidey, the
agent may be able to facilitate change by involving more acc®Pteq members throUgh
the process Of collaboration. In this sense the meMbers to P® agfected by the
.- change are directly brought into the change process.

: . Finally, when institution:1 change does occur; it tends £O pe suPerficisl
- (Princjple 4).7 Many times agents of change "burn OUt, or 162V LefOr€ the
change is fully jmplemented. It is necessary for the change @Rent tO Tecogni’®
‘the importance of follow through. '

st And, When gyperficial change fail, the reaction of the 5YStem teNds to b¢

. the conducting of broad sweeping changes (Principle 5). ~Henc®. the need for
.- support for Chapge from within the institution through jts meMberps and £o110w
-+ "through by the change apent.
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THEORIES ON ATTITUDE CHANGE

kn?Wledge of theories on change and types of management styles is important
Qﬁf ¢he School administrator for one may have a solid knowledge and background of

?iiégr education and yet not have a foundation on which to begin implementation.

pgftigipative management deals with the practical applicafi@n‘cf Thegry Y

3 . ptions about human behavior. Management is the key causal factor-in orga-
hizstigﬂal performance since there is a sequential linkage from leadership
Benﬁviﬂf to final performance. Some causal leadership factors are evidenced by

Sy, rviZOTy behavior which can be accurately measured by survey questionnairs

pe] - . . N - 3
;\théiﬁgd from the immediate subordinates. These factors are support to sub-

'deinaces, goal emphasis, team building, and help with work.

, A159 important is organizational climate or the cumulative effects of
h,giviSer behavior on climate at lower levels. There are "Linking pins' which
wEPhave termed change agents and a range of management styles.
we have included illustrations of linking pins, leadership patterms,
EF;ngéraf organizational climate and a systems approach to qrganizaFional
EffggtiVEness in schools. These can be located in the Appendices A-D.

poMan relations plays an important part in gaining suﬁport for change.
Dyie ¢#Thegie in How to Win Friends and Influence People hds compiled twelve way:
Qp nwiﬂ??ng people to your way of thinking' .as well as ''nine ways to change
bEGPIS Without giving offense.” Ve have listed them below:

Igégyg Ways of Wéﬁningﬁ?géple_ﬁd Your Way of Thinking :

-1, The only way to get the best of an argument is to avoid it. y
7. Show respect for the other man's opinions. #év;r tell a person ‘ B
that he is wrong.

LT If you are wrong, admit it quickly and emphatically.

4+ Begin in a friendly way.

5 Get the other person saying ‘'yes, yes' immediately.

¢+ Let the other person do a great deal of the talking.

4. Let the other person feel that the idea is his or hers.

§.  Be sympathetic with the other person's ideas and desires.

9. Try honestly to see things from the other person's point of view.
10.  Appeal to thc nobler motives. \

11, Dramatize your ideas. .
' 26
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'12. Throw down a challenge.

Nine Ways to Chégge,?enp137Wi;boygrGiving foenseﬁqr;ArqpsingfResgntmepp
1} "Eegin with praise and hanésﬁ appreciation.
2. Céii attention to people's mistakes indirectly.
3; Talk about your own mistakes before criticizing the other person.
'4,” " Ask questions instead of giving direct afdersi
5. Let the other person save his face.

6. Praise the slightest improvement and praise every improvement.

"Be hearty in your approbation and lavish in your praise."
7. Give the other person a fine reputation to live up to.
8. Use encouragement. Make the fault seem easy to correct.

9. Make the other person happy about doing the thing you suggest.

‘Zimbardo and Ebbesen in Inf;uenqiggrAttitudes and Changing Behavior suggest

that it is possible to make up sets of ouestions concerning that attitude change
which is required. One set has to do with the nature of the change itself.

1, How spezifiﬁ does the change need to be?
2. How long does the change have to last?
3. How many people have to be changed?

4, What is to be changed?

5. Is change or some particular behavior or attitude required, or
must a whole new set of behavior or attitude be created?

Another set of questions deals with th atrol over the situation which
the school administrator may have. s

1. Do you control all the communic-tion media?
2. If you do control the media, is it likely that people will listen?
3. Are there other agents trying to * roduce change in the opposite
direction from you who are also ¢ peting for the attention of
your audience?
4, Vhat are the time limits you have?
‘5, llow much money, resources, etc., are available?
27
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6. How will you, personally, be presented to the people whose
attitudes or behavior you are trying to change? Will you be
seen as an agent trying to produce change, or will you be seen
as someone just interested in the problem?

7. Will you have control over the people who are available for
’ change or will they volunteer or select themselves?

From an entirely different point of view, another set of question to be
‘considered deals with the consequences of accepting or not accepting the job.

1. Will you be required to have future interactions with the people
you are trying to change? Will they get to know you as some '
obnoxious person who is always trying to influence them?

that topic? Are you committed to one side already?

3. What about the consequences of being a successful manipulator?
Will you be seen as a Hitler or Goebbels?

4. How would you react to failure?

5. Might you, yourself, be changed by applying your own techniques?

school environment to try to influence others, to change attitudes and to modify

. behavior must be aware of the personal as well as the social consequences of
“-such a decision. It is well to reiterate that all techniques of attitude change

rely upon the assumption that change comes out of conflict, discrepancy,

-~ inconsistency, or discontent with the status quo.
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READINGS ON ADMINISTRATOR AWARENESS OF CHANGE
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THE '"TURN-OFF"
How to Impede Change

by Michael T. Hinkemeyer and Michael Langenbach

One of the most important factors in a child's education . . . is

s?cia;iadgpt§tign: This means that it is not the child in and for
himself who is being educated, but the child in and for society.

The Technological Society
Jacques Ellul

?u§ing the p;esent century, the American school system has been the
begg?;claryrand victim of incredible growth, During the past decade, the
A?er1c§nrsc§qglrsystem has a159 beenrthe veneficiary or victim of incredible
financial aid. And yet, again incredibly, almost nnthing has changad!l The
self-contained classroom, found throughout the schools or the countTy, =- .,11v
little more than the traditional one-room schoolhouse of a more placid, bucol.””
past. The huge physical plants, in which these classrooms are found, are little
more than archetypical factories, in which a frenetic quest for spurious
vefficiency'’ prevails, And that most sacred of educational sacred cows, the

_curriculum, is about what it was a century ago, in spite of periodic stresses,
trends, and fads. And in spite of post facto historical interprotations, in
which writers create what might have been. .

Why has change not occurred? For one thing, school people have tempered
their zealous rhetoric with excessive caution. They believe that appearance is
"~ just a bit more important than reality. An image, they know, can win the

support they need in order to maintain friendly relations with the community,
which is all well and good, of course. But the appearance of change occurring,
or the idea that change will occur tomorrow or the next day, is less unsettling
to the community at large than is change itself. "We're all for change," they
say, 'but not just yet." Such a phenomenon guarantees both the maintenance of
the image and of community relations at the same time, neither of which is always
-desirable.
, The problem is people: those educators and citizens who resist change due
“to (1) incorrect and usually egocentric perceptions of their roles, and to (2)
- a misunderstanding of the educational dynamics within a democratic society.

Having defined the problem as people, we perceive further that when people

" resist a natural impetus to change some concept, program, or policy in an actual

change-situation, they tend to offer a standardized ''turn-off."

The "Turn-Off"

: Ve will outline one "turn-off" situation, complete with characters and
_ provide other "turn-offs" around which the reader can build his own pit.
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The Chcse@rggw* "We have a unique situation here and we don't want outside

consultants coming in and telling us what to do."

.Those who have worked the consulting circuit frequently report
the following experience: A top level administrator, after duti- .
fully listening to admonitions from the consultant, escorts the con-
sultant from the assembly hall, hand on back in a congratulatory
manner, smiling the smile of total understanding, and whispers,
"Those are great ideas, but we have a unique situation here."

} Alwood Dirk had been prlnclpal of Sunnywood Elementary School for 13 years.
He was the first principal of the school and behaved as if he would be the last.
His tenure at Sunnywood began shortly before the physical plant was completed,
thus énabllﬁg him later to act as if it were truly his school, not the
community's,

‘At first Alwood was a bit miffed when the school filled up with children
and teachers, but he eventually assimilated them into his world. Not having a
wife, Alwood married Sunnywood and adopted most of the children and adults who
populated it. Troublemakers, be they students or staff, truly were bastards,
as far as Alwood was concerned, and he did his best to abort them with dispatch

* Sunnywood's teachers were required to atteni the annual in-service meeting
held for all teachers in the district. The professional planning committee,
a principals' group of which Alwood was a member, scheduled a guest speaker from
the state university to entertain the assembled teachers.

The professor had little to say that had not been heard before--especially
by those who suffered under him in his extension class--but he did say something
that struck a sympathetic chord in one of Sunnywood's new teachers. Para-
phrasing Marcel, the speaker concluded his presentation with, "There is no such
thing as mass education; only individuals can be educated, never the masses."

Mark Simpson, a teacher at Sunnywood,wanted to be more effective and he
realized, with the help of the professor, one possibility that would enable him
to do so. In order to focus on individuals, teachers with 28 students simply
needed some kind of supervisory help. HMany parents had indicated to Mark during
the fall parent conferences that they would be willing to cooperate with the
school in any way they could, so he decided to ask a few if they would volunteer
to help him in his classroom to enable him to work with children as individuals
- instead of groups. Because he was not certain exactly how to deploy such volun-

‘teers, he considered inviting the professor to the school to assist him. A1l
this was shared with the professor when Mark was at the university enrolling in
- an administration course which was part of his certification requirements for

‘becoming a principal. The professor agreed it was a good idea and volunteered
his services to get the program initiated. It was then that Mark decided he
had better consult Alwood Dirk, Sunnywood's principal patriarch.

Alwood told Mark about the history of Sunnywood; how he had handpicked each
of the teachers and tried to maintain a close but cautious relationship with the
patrons. Some patrons, according to Alwood, would like nothing more than to
start nosing around in Sunnywood's business and that would upset most of the
other teachers. The other teachers trusted Alwood, or at least he said they
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did, and for him to permit the school to be invaded by curious parents would be
a betrayal of the teachers' faith. "So,' concluded Alwood, '"although your idea
has some merit, you must realize we have a unique situation here; besides, we
don't want any outside consultants coming in here and telling us what to do."

diminished. The change was avoided. Not all change, however, because Mark
would be less receptive to other ideas now. The lack of pay-off, as any
Skinnerian knows, will take its toll on subsequent action, Mark even felt a
little presumptuous. After all, !Mr. Dirk had been around much longer than Maxk,
and, being the principal, was in a better position to know what the teachers and
parents were really like. The last thgughtlmik gave to it was that he hoped

he was not perceived as an insensitive upstart by Mr, Dirk.

Mark got the message. The conversation was finished. The idea was

‘Thé use of parent volunteers in classrooms is not a bad idea. If principals
and teachers cooperate (which does not mean abdicate all their power), parents
can perform useful services in schools. They can assist teachers with non-
teaching and supervisory tasks, aid librarians and. clerks, and help in the cafe-
teria. The no-cost factor alone is reason enough to institute a parent-volunteer
plan; but the bonus of improved home-school relations resulting from it, causes
sheer disbelief of the paucity of such programs today.

-All schoolmen, and especially principals, are aware of the troublesome
parent. Vhether she is a Beatrice Busybody or a Christine Critic, she is certain
trouble. Her visits to the school, even during the controlled P.T.A., meetings,
~induce much apprehension. VWho would want to actually invite her to school, for
whatever reason? The answer, of course, is probably no one. The question, of
- course, is another kind of turn-off. None of the accounts of using parent

volunteers in schooels have ever included the demise of a program resulting from
"bad" parents. Siich troublemakers represent a small minority of parents, and
even if they were included in such a program, experience has indicated they are
as cooperative as other parents.

If using parent volunteers in a school is such a good idea, why does one
look so long before he sees it being done with any success? There may be several
answers to that question but the only relevant one to us is that principals and
other power holders have succeeded in turning off such ideas before they ever

reached the planning stage.

One exception to this may be the occasionally reported experience of
inviting volunteers to do the unattractive jobs. Tasks, such as supervising
playgrounds and cafeterias (more policing than superv151ng), checking papers,
and other menial but necessary ones, are assigned to the volunteers, and teachers
and administrators indignantly scoff at the 'lack of cooperation' when volunteers
cease volunteering, The absurdity of expecting free help to do that which paid
help abhors apparently never occurs to some educators.

Returning to the ''turn-off," we need to ask how one can avoid its impact.
Simple, First one needs to recognize the "turn-off" for exactly what it is--a
device used to thwart or avoid any attempt at change. Which means don't believe
it. Once a '"turn-off' is believed it has worked. That does not mean one should
‘not take it seriously. Indeed, seriousness (dedication, militancy) is more
necessary than ever, (Note: It is assumed that the idea (job, life) is taken
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seriously--if not, forget the idea and this article). Some suggestions for
dealing with this particular type of "turn-off" are offered below. Don't hesi-
tate to modify ours and/or add your own.

When a 'turn-off" is recognized as a device for thwarting or avoiding
change, several alternatives for action are possible, Local situations will
help one determine which alternative is most likely to succeed. Care needs to
be exercised, however, to avoid the trap of perceiving the situation as being
so unique that it is inimical to change.

Mark Simpson's idea could well have had a different fate if he had not
believed the Unique Situation "turn-off." He could have accentuated the unique-
ness of Sunnywood's situation, adding that that was what he particularly liked
about teaching there. Unique means standing alone and Mark could have indicated
this also meant standing above other schools. One ingredient of a good school
is its concern with improvement, and improvement needs to be tested with ex-
perimentation. Therefore, the uniqueness can mean a school is particularly
well suited for experimentation.

The overwhelming success of "turn-offs' contains its seed of destruction.
Alwood would have never anticipated any such reply from Simpson, and would
undoubtedly have capitulated, at least on a trial basis. The parent-volunteers
would have been brought in and evaluated when appropriately deployed and pro-
vided enough time to make an effect. Chances would be good that other teachers
would request similar aid and an educational "good" would be implemented.

Another alternative would be for the teacher to consult with other staff
members in order to find one sympathetic with his idea. When approached by
two or more teachers, a principal is much more likely to 'give it a try."

This is not to say full cooperation will be spewing all over the place. It is
not unusual for a power holder to be the first to sabotage any plan that
threatens to be an encroachment. Change agents need to be watchful of this.

A word or two to a trustworthy parent who is involved in the plan would help
to insulate the plan from such sabotage.

But what if the principal were adamant? In all likelihood he would not
remain so if the parents were notified of the teachers' request at a P.T.A.
meeting. Although he wouldfeel "on the spot" for awhile, the ensuing praise
from parents for his being forward-looking and "'willing to try' would ease the

momentary pain.

- 7UIf the power holder is able to redefine his role--in most cases, actualize
‘the ideal--éveryone will profit from it. If he resists such redefinition,
" ‘tactics other than the verbal reactions will be necessary. There can be no

guarantee for chdnge, but even the verbal rebuttal alone will help to break
down the resistance. . Future confrontations may be easier and change more
easily realized once both parties are cognizant of the real meaning of the
"turn-off.". ’ S ‘ :

One last word regarding uniqueness. Any and every situation is unique.

- Can-you think of a district, ‘school, or classroom that wasn't unique? Sub-
~ stantively, then, there is nothing to the unique situation "turn-off." Bear

)
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this in mind to help guard against believing in the uniqueness of a situation.

Other "turn-offs" proferred by changeless schoolmen and our recommended
"'"turn-ons" include: -

(1) The Budget Won't Permit It: If we could only get it funded.' By

(2)

(3)

(4)

far the most frequently used "turn-off." Examples of alternative
solutions to the real problem of inelastic budgets could include:

(1) Using equipment on a promotional or advertising basis.

(2) Scliciting funds from community resources other than the
tax base, e.g., fraternal and civie groups, as was recently
suggested in an NEA wire regarding purchase of Vince
Lombardi football films for high schools.

(3) Procuring volunteer aid from patron groups such as the
P.T.A. and/or establishing an auxiliary patterned after

hospitals.
The Parents Would Never Permit It: ''We're here to serve the
community.'"" A seldom validated “turn-off,'" which nonetheless

has served change resistors well. Its convincing impact is
supported by the supremely altruistic premise of, "Our job is

to serve the community." Regarding the reference to parents'
resistance, at least two alternatives can be suggested:

(1) 1Involve all the parents of the children in the prablem
and decision-making activities leading to its solution.

2) . Involve smaller groups of parents who have indicated an
interest in the problem.

The Teachers Won't Cooperate: "And the students don't care.'

The typical administrative tactic of placlng the blame on others
is evident in this "turn-off," but it is viable only if the claim
is true. Mobilization of even small groups of either faculty or
students--especially if the community is educated and informed as
to what is going on--will destroy the acceptability of adminis-
trative intransigence. On a second level, the actual existence of
student and faculty apathy is a sign that all is not well with
the administration itself, and pressure can be brought to bear on

those grounds,

The Avuncular Administrator: ''You're young yet. VWhen you've

been here as long as I have . . . ." Delicate footwork is

required for dealing with the old, especially by the young.
Recent studies have indicated that the "new breed'" of teacher

is ready to get involved quickly--and even hassle if necessary--
to work for change either within or outside the system. But he
is likely to give the system a chance first. Traditionally,
administrators have overreacted regularly to any hint of mili-
tancy. Without denying that alternative, which might be
regarded as a necessary last resort, dealing with this 'turn-
off" requires the imaginative cultivation of egos, the mastery
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of research studies that demonstrate what other schools have
already done, and the necessary--if distasteful--adherence to
the perfunctory hypocrisies of the "courteous' older order.

(5) The Trivia Treadmill: ''We have too many other things to worry

about.” The more an administrator shows an active concern for
the management of trivia, the greater the problem faced by
personnel interested in change, because such concern indicates
a lack of time and a lack of thought. Even the ability to
think of real problems might be lacking. The first task of the
proponents of change is to discern and study the actual trivia
with which the administration is engaged. The second task is
to get from the resistors of change those elements they con-
sider to be of primary importance to education. These will
seldom involve the trivial; most likely they will be ambiguous
"jdeals." Change is more readily related to the ideals that
the administrator feels himself to be fulfilling, thus choice
of the arena for change devolves to the proponents. The final
step is to move the resistor to an understanding that his role
requires change-exploration, and that trivia is inimical to it.

{6) We Don't Have the Facilities: "Too much in-service training
would be required.” Many times suggestions for change require
facilities a school or district may not .regularly use, or even
have. Alternatives include:

(1) Utilize all school or district facilities that meet

minimal health and safety standards.
(2) Rent facilities from the community.

(3) Establish reciprocating agreements with other community
agencies to avoid any cost problems.
In-service training reportedly is a bane to all administrators. It should
be encouraged by providing incentives for teachers that could include:

(1) released time from extra duties.

(2) Volunteer teacher aide(s) to help the teacher to
implement that which is learned from in-service
training.

(3) Salary increases or bonus plans which reflects
administration's desire for in-service training.

(4) Reciprocating agreement with college or university
to provide training for research, practice teaching,
or observation privileges.

Until teachers and administrators realize the impact 'turn-offs' have had
on our schools, and are willing to invoke some productive ''turi-ons,' we are
all destined tﬁ spend another 100 years literally keeplng school.
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After reviewing the article on the "Turn-Off" by Hinkemeyer and Langenbach,
we have listed several types of activities through which administrators can best
achieve the expected career education outcomes.

1. Recognize the need for, and the importance of, comprehensive career
education programs.

2. Planning and implementing inservice programs deéigned to provide
the instructional and counseling staff with the concepts, proce-
dures, and materials necessary for the implementation of the

: career education programs.
3. Planning and implementing institutional climates which are supportive
of and important to career education programs.
4. Providing support and leadership for the staff, by demonstrating
through action that career education is important.
5. Communicating to the community through various media the elements
of career education and the assumptions on which it is based.
B 6. Initiating contacts between school and community personnel con-
s cerning programs available in local business and industry to

support career education.

7. Involving students and parents in the development of curriculum
in career education.

. Tes

8. Providing students and staff with a Career Information Center.

9. Investigating, evaluating, and implementing various delivery
systems (computerized informational systems, games and simulation
activities) for career education.
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THE ROLE OF THE CHANGE AGENT IN IMPLEMENTING CHANGE

° What is meant by "Agent of Change''? In a social system, it is the change
:dagent who is engaged in the task of changing their institutions. ' As the link
 between educational innovation and its eventual adoption into the educational
?~5ystem change agents are also the link between more than one social stratum and
: subgraup within the institution, without being too closely associated with any
‘one group. Through their access to these subgroups, they are able to facilitate
‘the process of opening up communication,

‘ -~ Words which come to mind to describe the functions of the change agent are:
- collaboration, the ability to get the different groups to meet together until

~ -the desired change is accomplished; communication, setting up a communication
.network such that those individuals most affected are brought into the change

- process; commitment, a means of focusing individuals toward specific goals in a

... target setting; reinforcement, the continuing effort of follow-through.

= -More important than these words, though, are skills in decision-making
prﬁ:edures identification of 5ubgraup formation, interrelationship of communica-
tionlines, setting of specific goals, target setting; date of completion,
persistence to follow through, specifying potential resources for change, and
pntent;al blocks to change.

v ;By learning to-analyze social systems, one can learn of the communication
- function of the institution, information about relationships and principles of
“the communication process, dEEISIDﬂ-maklﬂg procedures and subgroup formation
x_'w1th1n an educational settlng By establishing relatiomships through communi-
- cation one is then in a position to initiate and maintain support for change
LW1th1n the educational system.
. Each is a potential change agent. It is necessary that participants are
jplaced into settings where the system will become their training grounds. It
. is imperative that communication lines are developed and utilized which can lead
»tg collaboration and change.

. In Ini;qeng;qg Attitudes and Changing Behavior, it was found that there will
~be.more opinion change in the desired direction if the commupicator-has high
gvcredlbllity than if he has low credibility. Credibility is defined 'as expertise
~or the ability to know the correct stand on an issue, and trustworthiness, the
vation to communicate knowledge without bias. The credibility of the change

agentiis less of a factar in aplnlan change later on than 1t is 1mmedlately

7 xtreme cplnlgn change that one strives f@r the more change he is 11kely
0 get, ‘And finally, the characteristics of the change agent which may be
rrelevant to the change he is trying to bring about, may influence acceptance

ﬁéf ‘the prnpased change.

'ff The following is a format for evaluating the attempted change.
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A Format for Evaluating Your Persuasion Attempt

1. The change agent (you)

A. Physical characteristics

1. Sex

2. Age

3. Dress

4. Race/ethnic background

5. Unusual physical characteristics (i.e., eye patch, broken
leg, etc.)

6. Other thought to be relevant

B. Psychological characteristics

1. Educational level

2. Socioeconomic background

3. Interpersonal contact made alone or with  others
(how many?) - -

4, Familiarity with change techniques employed

5. Dominant personality features (forceful, serious, shy,
sincere, etc.) o

' 1I. ‘The targe: person (or group)
A. . Physical characteristics (same as above)
3. Psychological characteristics

1. Same as above plus those below.
2. History of attitude or behavior which is to be changed

a) Does the person initially agree or disapree
with you? ’

b) dea the person acted either in favor of or
%1, opposition to goal in the past?

¢) Hsve others tried to change the person
(failed or successful)?

d) If yes to former question, what techniques
were cmployed?

3. Influence of target person

a) Does person have control of many useful

: resources other than his vote or attitude?
(Assess spread of potential influence.)

b) Will person have time to work for/with you
to change others? '
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III.

Situation in which contact is made
A. Place (home of target person or other)

B. Time of day: Activity which target persan was engaged in
1mmedlately before contact

C. Duration of contact

D. Your role

E. Target person's role

F. Other relevant events which occurred during contact
What was your goal for this contact (be specific)?

Vhat technique(s) -was(were) employed to reach that goal?
TQ what degree was your goal achieved?

On what objective, behavioral data do you base this answer?

. What other eviﬂence might you havg gathered? (Describe)

‘What factors do you feel produced the final result for this contact
'(\uth regard to you, the tarret persan the situation; the technique,

the gaal)? . i

1.
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CHANGE BY OBJECTIVES
by Ward Sybouts

From The Clearing House, Vol. 48, No. 2, October 1973.

Nobody, . . . sews a patch of unshrunken cloth onto an old coat.

. If he does, the new patch tears away from the old and the hole is
worse than ever. And nobody puts new wine into old wineskins. If he
does, the new wine bursts the skins, the wine is spilled and the skins
are ruined. No, new wine must go into new wineskins.!

During the_ past-two decades, the word 'change" in education has been
associated with a feeling of newness and discovery. In the 60's change was the
watchword, but it now is a bit frayed and threadbare--a little out of style
with that element of our educational establishment that once attached a certain

-degree of glamour to it. Educators have experienced various degrees of success
or failure as they have become involved with the change process. Some changes
have been slow to reach approval, while others have enjoyed widn.upread and
speedy acceptance.

In some school districts there have been major efforts to iatroduce a change
such as modular scheduling; sfter a few years, a decision may be reached that-
. modular scheduling does not work and there is a reversion to a traditional block
schedule. The return to the traditional schedule may be based on an assumption
that it would eliminate newly developed problems and at least be more satis-
factory than a modular program. The question of why some school personnel are
able to make changes that yield satisfactory results while others are not, is
still largeiy unanswered. However, the fact remains that in some settings a
change such as modular scheduling yields satisfactory results, while in others
failure is experienced.

_ A review of research which has been done on modular scheduling, as an
example of changes in schools, points to a rather positive and successful pattern
of results. ’

Obtaining statistical evidence which compares one program with another
is extremely complicated and difficult. Nevertheless, four conclusions
seem evident from the studies reviewed. (1) The majority of students
appear to learn as much or more, as indicated by achievement tests,
with the modular program as they do with the traditional program. (2)
Students under a modular program gain in- their abilities to think
critically, interpret material, and utilize varied sources of informa-
tion. (3) Students and teachers like the modular program better than
the traditional program. (4) College performance may be positively
affected by modular scheduling in high school.’®

The evaluation efforts in schools that have found modular scheduling less than
desirable have been by contrast extremely limited or nomexistent.
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Aruitoxt provided by Eic:

following pages a review of two case studies is presented in which
erienced unsatisfactory results when trying to make innovations. A
lanned change will then be presented in which reference will be made,
“drawn, to the schools in the case studies. By the juxtaposition
om schools where innovations were not successful with the

“know about change, it is possible to focus attention on various
‘model for change.

Wo recent case studies have been completed in schools that had gone to a

11ar- schedule and ‘then changed back to a block schedule. School A was a

or high school with-an enrollment.of approximately 300 pupils. The

dent population came largely from families which were involved in farming
related industry, some from-local owners of small businesses, and a

few: from professional:families. The school facility was designed for a tradi-

ogram and the .staff was considered by the administration to be above

.School B was a large urban senior high school with an enrollment of

ely. 2600 pupils. Families represented for the most part were blue

* Small portions of the student population in School B were from profes-

~families and a similar proportion were from low-income or deprived homes.

mod

17

“When comparing School A with School B there were obvious differences;
however, there were striking similarities in what occurred, or did not occur,
relative to the change process. At the end of a three-year period in which
modular scheduling was used in each school, a decision was made to return to a
ditional block schedule. This decision was recommended by the administration
in“both cases on the grounds that modular scheduling was not proving to be

satisfactory. '

Lack of In-service, Facilities, and Discipline. After experiences with

modular scheduling, Teachers in both School A and School B expressed the view
that they did not have sufficient preparation prior to going into this program.
Staff members in both r~hools were of the opinion they had inadequate on-going
‘in-service after enteri.g into modular scheduling. Resource centers and }
instructional materials were generally viewed as inadequate in both settings by

while teachers in both schools expressed dissatisfaction with the way the school
dministrators handled, or failed to handle, discipline problems. In both’
chools teachers expressed the view that their administration was not giving

dequate support to the new program. -

The Use of Small Groups. Teachers in School A expressed acceptance and a
favorable reaction to small group activities. In School B students and teachers
alike felt small groups were not successful. 1In 83 per cent of the scheduled
111 ‘groups during the first two years of modular scheduling in School B, the
hers used discussion time for presenting lectures.

Dissatisfaction with Independent Study. In School A and in School B
independent. study was conr dered a failure by staff members. When staff members
were asked to consider the causes involved with the problems perceived with
‘independent study, comments ranged from identifying inadequate facilities to
ure students,

11
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ld: Wine in a New Skin. Upnn examining the course offerings and the
rricular content in both schools, it was revealed by teachers that there were
'ganized plans’ for curriculum revision. A few teachers from both schools
‘some major curricular changes they had made as individuals, while
‘xlmately one-third of the teachers in School A indicated they had to adjust
or 11e ents and make minor changes in their course content because of modular

Cufrlgular changes were left to 1nd;v1dual staff members,

n:bnth s:hgels staff members expressed mixed feel;ngs about returning to
adltlanal block schedule, Over half of the teachers in School A said they
would prefer staylng with modular scheduling, while less than one-fifth of the
“'staff sampléd in School B favored 5tay1ng with modular schedul;ng

o Recugnlzlﬁg the obvious 11m1tatlan5 of case studies involving the two
schools, it is still passlble to arrive at some-limited generalizations. In
both instances the schools in question made an organizational change but failed
to. change theiy, curriculum and did little or nothing to assist the staff to
change instructional procedures or methodology. Their problems were compounded
“by. the fact that there was little or no assessment prggram Decisions, there-
1fare, were based on inadequate feedback. Net result--a retreat to the past.

B A Mﬁdel fgr Changﬁ

. It is possible to speculate about why one school staff is able to innovate
“-with reasonable success while in another situation a similar innovation fails.
Various change models and systems approaches have been employed to help princi-
"pals understand how to go about the process of prav;d;ng competent leadership
. for astaff during an effort to bring about change. Qu1te obviously there is
- no 51ngular‘ar simple solution. :

. . A strategy which can be employed to provide better orientation to change
is planned chang_!ﬁz_ab ectives. There is actually nothing new in change by

objectives, yet it seems the obvious may.frequetly have been overlooked. Change

by objectives leads into a sequence of activities and can lend support to total
’rugram involvement in a béneflglal,way

i The flrst step involved in 1n5t1tut1ng change by ﬂbject1v&5 is to determine
in: speclflc terms the goals desired. These goals need to be stated in a way
that will enable the staff to adequately assess or measure outcomes. With the
ab;llty to measure outcomes, accountability can logically follow and the ques-
on nf "a:cauntable for what and by whom" can be answered.

-To set the goals for change by objectives, the principal shauld apply what
s;kncwn about involvement of significant individuals. Staff, students, parents,
and administration should realistically and actively participate. Change by
,bje:tlves should employ extensive evaluation information which is designed to
vive an adequate data base from which to work in preference to unsubstantiated
,]"gugsst;mates." :

Change for change's sake is advocated by some, but it can often be a futile
- exercise. There are too many needed changes to permit ourselves the luxury of
'change fcr change's sake which so often is ill-directed and poorly planned.
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fChange'far change's sake should be replaced with planned change by objectives.

N Wthen- 1cak1ng at the sequence of events that took place in School A and

" School . B, there are strong indications that the staff had very little involve-
_ment during the planning and development stages. This limited involvement could
~be identified as a potential contr;butor to the poor results experienced by
;these sghoals.

S The second step associated with instituting change by objectives is to
, *ﬁmake nrgan;zatlonal or structural changes. All such organizational changes
" should be designed to meet, directly or indirectly, specified objectives. It
- is at the level of organizational change that some school systems have gotten
.- into-difficulty when instituting modular scheduling, for the organizational

: change becomes the goal rather than a means of reaching a goal.

i ] In schools that have gone to modular scheduling without a clear understand-
oing of change by objectives, there have been serious questions raised about
~:independent study. Observers have indicated independent study did not function
nﬂPrQPErly; hGWEVEf there were no resource centers, staff members were unavailable

g prevalled_ Such unfortunate situations mlght have heen avoided lf—-before
.. making a structural change that established "free time' for students--thought
were given to such questions as: What is our goal? How should we organize the
program to accomplish our goal? What must students do? What must teachers
“do? Uhat resources are needed to reach our goal? How much time is needed?
- How do we evaluate? :

There is nothing magical about providing students with independent study
if it fits into clearly identified objectives and is structured to reach those
objectives. To bring about change by objectives, the structure and organiza-
tional changes need to foster reaching specified goals. Such changes become an
organizational means of reaching the end. ’

_ The third step required to make change by obgect;ves succeed is to revise
. the curriculum. To make structural or organizational changes without updating
the curriculum would be like trying to use old 78 r.p.m. records in an eight-
track stereo tape set. Once objectives are identified or clarified, the curri-

“culum must be examined to see if its content is designed to contribute toward

‘the achievement of the objectives.

. To write a new curriculum geared to meet the demands of change by objectives
'is an arduous and exacting task. It may involve confronting sacred cows, old
~ habits, a lack of time and facilities, and perhaps most important of all--vested
- interests. If the principals in Schnols A and B had given continued support,
‘adequate time, resources, and leadership in curriculum revision projects, they

might have had a better chance of succeeding.

The fourth step required to foster change by objectives is to consider the
methodological or instructional adjustments demanded of the staff. Little will
be accomplished toward reaching goals if new structures and curricula are not
accompanied by approprlate adjustments in methodology As an illustration the
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nal approach, it was impossible for small group activities to succeed. - -
4 n School B needed to have help to understand what was to be accom-
d7in small groups, how to go about accomplishing specified objectives, and
w-to make an assessment on the bases of these objectives to see if goals
ng achieved. To change staff behavior is the most difficult of all
required. The principal cannot assume staff changes will come about
matically, but he must design approaches and systems for bringing about

e in teaching strategies and methodology. B

Various change models and strategies have been employed or adapted by
ational innovators. No common or simple design will fit all situations,
‘but there are several well-tested components which can be identified as workable.
Many -principals have started by creating an awareness or demonstrating a felt
‘need for program improvement. Helping staff members identify the need for
change has been accomplished in many ways: enabling staff to attend professional
meetings; arranging visits with selected schools; encouraging the reading of
professional literature; bringing guest speakers from other schools, state
‘departments, universities, or professional organizations; financing and planning
" tours; and scheduling extension courses with accompanying college credit.
Follow-up studies and evaluation of student attitudes and progress can also help
 a staff recognize and become aware of the need for change. Once a need is
... recognized and the staff is committed to doing something about meeting that -
. need, there must be adequate time given to planning. It should be obvious that
. staff must be actively and realistically involved throughout the entire process
“.of ‘change by objectives. An on-going and continuous in-service program is
. needed for a staff moving toward program improvement. A staff involved with
' ovations will typically find it needs more and different in-service than it
" was'accustomed to experiencing prior to innovating. If it is possible, the
principal should restructure the reward system to foster change by objectives.
‘He should be aware that the reward system involves more than salaries: staff
‘members must have needed resources, i.e., materials, time, space, and consulta-
. .tion. The principal will have to confront the issue of staff insecurity and
‘territorial imperatives. It is within the area of vested interests that some
- of the greatest resistance to change occurs. Staff members need to know they
"are going to be permitted, even encouraged, to make mistakes.. The rear of
raking a mistake needs to be removed to the greatest possible degree. The staff
‘should be organized to foster and take advantage of the group process--team
_teaching or differentiated staffing are illustrative of efforts to involve
“teachers in a fruitful group setting. :

a change system are not all-inclusive, but are
s which have been recognized for
the most difficult change to be

..+, - The above components to
“intended to be illustrative of some method
“their success or effectiveness in approac...ng
‘accomplished--the change of human behavior.

- The fifth step in the institution of a program of change by objectives is
‘to establish a plan for evaluation. No predetermined plan can be identified
. .in:all details, for assessment needs to be defined after the objectives are
' known. However, some general guidelines can be considered for assessment. An
. evaluation system should allow for consideration of pre- and post-measures;
' possible inter-group comparisons; and process evaluation as well as product
- ‘assessment. There have been too many instances of school personnel saying they
- wanted to effect attitudinal changes in students and then making an evaluation
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;,Fith”arétandardized achievement test. Such situations reflect a failure to
:;;QmPIEhEﬁd‘éhaﬁgE”b? objectives,

..~ Comprehensive structures for change by objectives are reflected in various
efforts. The NASSP Model Schools Project and the I/D/E/A/ Learning Community-
5chool Program are both major efforts to bring about change in which objectives
are identified that fit into a systematic approach to a comprehensive school
improvement program. Program development in both instances is comprehensive
in'nature so that more than scheduling or organizational structures are affected.
‘Curricular changes are considered as well as instructional variations. o
-/ Quality leadership is implicit in order to accomplish change by objectives.
The principal is the key. It is through his direction, continued focus of _
. priorities, constant encouragement, and reordering of resources that he fosters

- change and discharges the duties of his position. '

S To accomplish change by objectives, the total program must be considered
“rather than considering piecemeal, patchwork, oversimplified solutions to

/. complex situations. Total change by objectives must involve planning, organi-

-~ -zational changes, curricular changes, methodological changes, and assessment.

- When' all elements of change by objectives are incorporated, school teachers may
“have a much greater possibility of bringing about sufficient modifications in

our schools to enable them to keep pace with our changing times.
Footnotes

1The New Testament in Modern English. Translated by J. B. Phillips, The
Macmillan Co., New York, 1962. -

2Richard 0. Carlson, Adoption of Educational Innovations, The Center for
the Advanced Study of Educational Administration, University of Oregon, Eugene,
-Oregon, 1963.

L

}Elmer C. Murman, "Modular or Traditional? A Survey of Preferences,
Opinions, and Performances,' Unpublished Doctoral Dissertation, University of
- Nebraska, 1972, p. 1l4.







THE POLITICS OF STAFF DEVELOPMENT

by Dale Mann
Department of Educational Administration
Teachers College, Columbia University
March 31, 1975
ED 109 116

. “The Rand Corporation did a study of change agent programs
. sponsored by the U.S. Office of Education. This study

. concentrates on staff devel@pment as a VEhlElE of change

,;~1n the schools. ~ e

.;ygchaal reform must be accomplished with existing personnel. The process
g’ S w;th mutual adaptat1gn progresses to implementation and leads to change

Initlstlan 1mpl;e5 a felt need to change. How and why did the project
n? ~Where did the idea come from? How much support was needed from how many
_ Initiation can come from one of two .sources: .''goal-seeking" (to move
om an existing pattern to a desired future state) or 'problem solving'" {(dis-
satisfaction from current conditions). The initiation process recognizes some
aut51de resources which m1ght be applied to an emergent generalized need for
i~change: in someone else's behavior as determined by a small group of middle
~level people, who then plunge into the first project treatment that satisfies
them and the funding agency. It must be remembered that specifying the target
;grcup and - identifying the individuals are two separate activities., "As trainee
, _1dent;ty increases in terms of specialization, that identity gives rise to
. opposition."

; Implementation deals with trylng to influence teacher behavior. 'But the
vast majority of teachers believe in what they are already doing . . . . Those
convictions may not be firmly held or clearly displayed, but the teachers own
-professional behavior is still a basic point of orientation . . . . The more in
:need of change, the more important that they not be invidiously labeled. Thus
‘most: goals are more than usually amorphous. The vagueness of the goal sets is
ccmpaunded by the 1rnny that many of the outcomes of staff development are
1ff1cu1t to state ;n behavior terms susceptible to measurement.

R Prcblems may arise when it appears that project goals are different from
~-district goals. "It was generally important to encourage people to believe that
‘the project represented only a relatively small change in their existing prac-

‘tices. Schools are continuing organizations and their pre-project methods
‘represent distribution of benefits and power and are thus the objects of fierce
'1nyalty " -

S Second change aften means more work and more uncertainty--two things most
'-teachers and other people strive to avoid. By relating project goals to what
~-exists, the trainee's perceptions of the anticipated work necessary to incor-

. porate the change and the uncertainty associated with it could both be reduced.

' Blg change ‘aspirations are probably functional because they provide their
part1clpgnts with early motivation and commitment and because when the inevitable
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éémpfamises come, ambitious projects can still salvage a reputable and.
-significant partian of their purposes.

. The extent of 1ntended changes-that portion of a school staff that must be
Faffected be..re. the implementation can catually take hold, needs to be deter-
ned.:' ‘Change is an indictment of existing practice and existing praatltloners:
niits field reality, it is not a state devautly to be sought, rnor is it a
'j'cal blandless, consensual process. It is resisted by teachers who feel
‘threatened by it. For these reasons, it is important to succeed with enough of
a.school bulldlvg‘s staff to provide a potentially self- cantalned unit. (Not
‘fewer than ZD 25% of school staff must be successfully tralned with project

The_mnst successful projects developed their own materials. ‘Locally
_develnped material can counteract the parochiality of teachers, most of whom

“ believe’ that no:one else can possibly know anything of their situations. Locally
‘developed materials also allow participants to pinpoint areas they feel are
signlflgant. They then have more commitment and .opportunity for early success
by~ worklng in areas of their specialty.

In an area where graduate tralninﬁ is notorious for the level of its
standards, it is interesting to note that three of the projects incorporated
tough*mlnded evaluation of what the trainee's had or had not acquired . . .

The rrainees seemed to feel that the vigorous evaluation had contributed credi-

bility to the training experience, i.e., it was not 'Mickey Mouse."
Packaging of materials related to success of the training experience.

Most building principals were not in favor of staff development-efforts
because much projects challenge the principal's traditional role as the instruc-
.- . tional leader, master teacher, etc. Resource allocation patterns attested to the
B power of the principals. Criteria for resource allocation are: (1) social
. access to training staff, (2) accessibility of grade levels to treatment, (3)
the demands of a particular treatment, and (4) unanticipated factors.

Trainee Characteristics

The higher the grade level the more resistent to change. No project was
-able to have any effect on a high school. High school teachers related to their
topical fields more than to an overall schoaling mission. Their topic speciali-
zation provides them with a source of identity. That specialization strengthens
.~ defenses against outsiders and makes resistence to change easier and more
- effective. The faculties are split into "academic" and "elective" which makes .
" scheduling changes and team teaching and cooperation very difficult. Also, the
+high school teachers have less free time and organized slack. They tend to feel
“that - they deal with masses of students and this tends to diminish their sense of
~personal responsibility and thus the felt need to change. In this sense the
- students are just consumers of goods; they come and they go. High school teachers
-also are less dependent on principals and therefore more difficult to influence
‘through change of command. And then there' 5 the teacher union, which tends to
be stranger at the high school level.

Training of volunteers had positive effects like a good response to the
project. But it needs to be understood that volunteers by their nature are
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‘susceptible to the-project by their motivation to participate; Training with
olunteers did not adequately prepare the trainer. It misled trainers as to
jhat ‘as.to expect. It created obligations and expectations for a continued
rviceé for the volunteer, the people who did not have to be coerced! The
‘resources were allocated where they were the least needed. Two distinct train-
ing techniques are needed. One for the volunteer; one for the non-volunteer,

_;;Defense characteristics by the teachers were (1) to clam up and exhibit the
least performance (therefore, little evaluation could be done) and (2) to
-suggest -that they already know or use the concept in their work. This implies
‘that they are protecting themselves from being the professional who "does not
‘know."

 x”‘€LFThé most effective trainers seemed naively enthusiastic and maintained that
~..enthusiasm in the face of reality.

‘. Principals as a Critical Force

- Principals can exercise plenary power to reinforce the project. In those
" few cases where they did, changes were as swift and dramatic . . . . The only
possible correlation between project success and the educational background of
the projects administration dealt with the recency of training and the level of
training. Recency of experiences from graduate school seems to have armed them
with some ideas which they then try to employ. Problems arise when people begin
to appreciate how slow and costly change is. Then they tend to scale down their
goals to match the available resources.. ™~

Characteristics Related to Amount of Success

1. Highly committed management group.
EEE 2. A goal of revolutionary change in all the parts of the system.

3. Change initiated from the central office middle manégement level
down,

4, A relatively complicated project treatment with several components
and sequences.

5. Strong emphasis on on-site development of materials and written
curriculum. Material to allow multiple entry points, teacher

pacing, and independent but non-invidious evaluation. Highly
role-relevant training.

6. Strong theoretical base.
7. On-site staff assistance.

8. Some materials as reinforcement for continuation not as incentive
to begin,

9. Very high felt need among an innocent and trusting training
population. 49
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10. Principal support.

' 5‘:iiihfPeer_graup support.
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PLANNED CHANGE THROUGH IN-SERVICE

nd -Bessent, -four propositions are presented as a cnnceptual framework to plan’
d to initiate change. In-service education is viewed as a process for
hange in which change can take place in an organizational context. It is a
—E—S_faf planned change resulting in one of several organizational changes
h takes plaee through personnel development.

In the bgnk In-Service Education, A Guide to Better Practlce, by Harrls

: Career educatlan is described in the Hawaii Career Development Cant1nuum
, posed of planned interventions. Inasérv1ﬂeeducat;cnrepreseﬂts inter-

entlens dlrected taward dellefate, planned changes Thr@ugh the use of a
! In thls partlcular

j}thraugh the 1n-serv1¢e presented to thé staff.

. gfl;Weber in "Obstacles to Overcome in a Program of Teacher Education
In-Service," did a study involving 247 selected schools of the North Central

. Association. The unprofessional attitudes of teachers were identified by him
'jés‘cféafing the greatest barrier to change., These attitudes stem from '"a

~ generalized feeling of opposition to change; a general disposition of indif-
- ferent enertia and complacency; the holding of tenure rights and the feeling

that administrators assume the responsibility for educational changes and

- curriculum improvements." In the Culture of the School and the Problem of

i‘57Change (Allyn & Bacon, Inc. 1971, p. 59) Seymour Sarason observed that "'there
.~ will be groups that will feel nbllgated to obstruct, divert, or defeat the

- proposed change.'

S In-service programs need to deal effe:tively w1th resistive personalities.
- - Resistence to influence is viewed as a ''positively valued trait in our scciety
© indicating productive nonconformity" (Pepinsky, 1966). Because of this it is
1,1mpcrtant for administrators to be aware of and understand people who are
resistive to influence. In this light, teacher in-service needs to be developed
- that are specifically designed for teachers who are sensitive to influence.

_ There are several strategies which could be used in the assimilation of
" ~career education into a particular school. For example:

(1)  Assuming variations of staff members commitment will not affect
- staff development;

(2) Attempt a comprehensive effort in creating positive change in all
staff members;

(3) Involve only positive staff members and have them influence
other members through normal interaction patterns.

The Center for Vocational and Technical Education did not feel that the
above were the best approaches and has suggested a fourth approach as a means
to maximize the assimilation of career education into a particular school.

- This particular strategy was basically to administer three short scales to
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ber in a district in order to differentiate them in terms of their
on toward innovation or change, attitudes towards career education,
d’commitment to career education. Secondly, the staff was then asked to
cipate’in a special seminar that focused upon changing attitudes towards
‘and career education. -

ery m

~In their study, they found three broad classifications of educators--those
~enthusiastic to change, those indifferent to change, and those who actively
oppose and. are resistent to change. Also, research indicated that staff may

be" favorable to change, but opposed to career “education.

Q_ﬁr It is recommended that staff members be asked to participate in a special
seminar toward career education attitude change. This in-service would have
the. following purposes: '

1. To involve participants in learning activities that will increase
the likelihood of continued participation in the in-service progranm.

2. To induce participants to critically assess career education
materials in order to integrate this information with their areas
of expertise. :

3. To engage participants in discrepant behavior inconsistent with
their private feelings to optimize an attitude change favoring
career education.

Sl This strategy was developed from Festinger's cognitive dissonace theory

_and utilized empirical research findings that have demonstrated effective
behavioral change. In a field tested study done by The Center for Vocntional

- . and Technical Education, it was demonstrated that educators and reseach. =
‘can work together in bridging the gap between behavioral science and education.

. The cognitive dissonace theory has a central hypothesis that the presence
of dissonance gives-rise to pressure to reduce that dissonance. It is essen-

' ‘tial that dissonance arousal become a major manipulative technique. It is
“possible to arouse cognitive dissonance and increase commitment through the use
of ‘role playing. .This would require that the negatively attracted person act
positively attracted to the situation. :

“..In a teacher workshop, it is necessary to consider that incentive,
inducement, coercion, and authoritative techniques are likely to reduce the
“likelihood of attitude.change. Individual choice has been carefully considered
-in, the planning strategy for involving resistive teachers. Choice points are
 ‘structured at critical times to minimize coercion and experimental manipula-
" tion." Teacher workshops are often arranged for acceptance of specific ideas
7. or‘programs without presenting rival ideas. Dissonance can be aroused through
" defensive reactions on the part of the participants since they are not given

" an opportunity to compare and view counter arguments. It was demonstrated by
- Hovland (Experiments on Mass Communication, Princeton University Press, 1949)

" 'that a two-sided program is more effective in changing the opinion of those
initially opposed to the program. An experiment conducted by Tumsdaine and
Janis (1953) clearly indicates that the subjects who received the two-sided
communications were able to maintain the adopted attitude,
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The results of the pilot test regarding the effectiveness of the program

- to induce positive attitudinal change regarding career education is presented

1. . Resistive teachers can be influenced to change their attitudes
= - .in a specific direction as a result of planned intervention de-
" veloped on the theoretical framework of Festinger's theory of

~ cognitive dissonance.

2.- " A cognitive in-service program designed to provide educational
staff information about career education and instructional

skill for field testing imstructional units is not effective in
positively modifying the attitudes of resistive teachers.

3. Active participation via role playing does increase attitude
change, Evidence substantiates that both the pro and con role
playing groups experienced attitude change consistent with their
role. However, in order to directionalize a positive change in
resistive teachers discrepant role playing must be induced.

4. Teachers who self-select a position favorable to career education
and maintain that posture through a series of role playing exer-
cises experience a short-term attitude change. ‘

5. The subscales acceptance and commitment changed as a result of
treatment whereas the change orientating variable remained un-
changed throughout the duration of the experiment. The change
orientation scale is a relatively stable attitude measure as
compared to the subscales acceptance and commitment.

In order for in-service education to have a more positively enduring
effect on the total educational environment, it is important that the entire
school staff be involved in a program of planned educational change. Important
in the process of planned change is recognizing that many teachers often defend
the traditional content and approaches in education and resist change.

* Kk N Kk *

There are certain techniques which can be used in promoting receptivity to
change. These are strategies which are composed of a series of interrelated
activities. Four are listed below,

A Strategy to Make Teachers Aware of the Need for Career Education

1. Divide teachers into groups of possible future, probable future, and
preferable future. Have each group research their area and report
findings to the total class. Keep data.

2, Using the gathered data, have participants prioritize how much the.school
could influence each of the possible, probable, and preferable future.

3. Using the priority listings, have teachers compare these to the Hawaii
'Ca:gg?“Deve19pm§nt;cgntinuum,Guide, to see to see where career education
can influence or otherwise contribute with dealing with the future.
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' Have teachers from the same s a1lan one or more school-wide change(s)
- that would be a means of helpi. 1g people to better deal with the
future.

6. Using the predicted problem areas of the future, list, assign individuals
or groups to analyze the Hawaii Career Develqgment Contlnuum for those
areas which should be emphasized to best prepare young people to deal with
these problems.

A Stratogy to Make Teachers Aware of the Wide Var;ety of Possible Directions

That Education Might Take

1. Using brainstorming, literature, speakers, films, etc., have teachers
_construct a list of trei:ds in educational theory and practice.

2.  Using the list, have the teachers compare it to the Hgﬁall Career
Develapmentrﬁﬂntlnuum The comparison should be based on which trends are
compatible with achieving each of the objectives in the continuum.

3. Have the teachers design a school or course that would utilize as many of
the positive trends from the list compiled fram question #1. Then have
them discuss the following questions:
- How does this differ from your school or classroom?
- VWhy does your school not utilize more of these trends?
- Which of the aspects of your design could you implement
next year? I/hat problems do you anticipate?

A Strategy to Make Teache;s More Receptive to the Goals and Objectives of

1. Dbtain copies of the Hawaii Career Development Continuum for each of the
-~ participants. Briefly show the relationships of the basic goals, outcomes
and subsequent objectives.

2. Have participants brainstorm what they believe are the goals and objectives
of a '"good" public school education, Make a master list.

3. Using the Hawaii Career Development Continuum, list the four goals of the
continuum and list the elements Srom the master list under the appropriate
goal,

4, Have teachers discuss any items which are on the master list which may not
fit under a goal of the continuum.

5. Analyze if the elements do not fit under a continuum goal because it

is not part of career education, or perhaps because it is of extremely:
low priority in the schools. o
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6. Point out that a majority of the goals and objectives for a good public
school do not conflict but rather are the same as the goals and objectives
of the Hawaii Career Development Continuum.

1. Assign the participants to discuss the parameters of implementing career
education in a given area of needed change, based upon the following:
Nature of Change, Cateer Education Goal, and Change Strategy.

2, Prepare a statement identifying the kinds of changes your school system
will have to undergo (or has undergone) in order to implement a career
education program. List obstacles to change suggested approaches to over-
~come those obstacles.

3, Outline a plan for effecting one major change necessary for career education
jmplementation in your school district. List obstacles that you anticipate,
Design and plan how to overcome these obstacles.

Upon completion of the activities, evaluation can be made by asking
questions directed to priorities of the trainer. UWe have listed six questions
‘below:

1. What are the major purposes on inservice in the implementation of
career education programs?

2. What are the major phases or elements of a career education
program?

3., What are the basic implications for the role of the administrator,
teacher, and counselor in the implementation of career education?

4. Vhy is it not necessary to wait until faculty opinion is unanimous
before making a change in an instructional program?

5. Cite examples of basic strategies one could utilize in the imple=

mentation of career educdation programs.

6. Identify resource materials and tools which could be utilized in

the implementation of career education programs.

These questions can be considered change questions since a great deal of
thought and support by the individual is needed in order to answer the questions.
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" AFTER IMPLEMENTATION

Minor conflicts may be avoided if the administrator is able to act or
respond towards questions regarding the Hawaii Career Development Continuum
Guides with positiveness and confidence in the learning experiences. Effective
"use of the curriculum guides is contingent upon various conditions. As in any
instructional program, teachers are obligated to make decisions:;and adjustments
regarding use of teaching materials. Thus, most questions which may arise about
the use of guides should be answered with reference to: (a) what is most
facilitative and growth-producing for individual students; (b) the given or
appropriate mode of interaction among teachers and students; (c¢) and the require-
ments or expectations of the local school district,

When administrators are asked questions regarding issues such as scope
and sequencing, grade level specification, modification of learning activities,
use af alternate act1V1t1es and resourcesg time Iestrictlons and team teachlng
pr@fess;anal jgdgment, The fullow1ng sample questlons and answers shculd serve
to illustrate how the criteria above may be applied:

Question 1: 1Must I teach every set in the exact sequence presented
in the guide?

Response: If there are sound reasons for adjusting the scope and
sequence of learning activities, and if such a change will im-
prove the quality of the learnlng experiences, such changes
should be made. In fact, adaptation to the needs of particular
classes is encouraged.

Question 2: I have several books, and filmstrips that are related
to, but not included in the guide. May I use them?

Response: Yes, using the same rationale as expressed in the response
to the previous question, a teacher may wish to add to or adapt
the resources available.

Question 3: I plan to use the guide just as specified; is that OK?

Response: Yes, a teacher may adhere closely or completely to the
Hawall Career Develqgment CDntlnuum Guidé partlcularly if

Question 4: Our district's policy does not allow for teacher aides.

Should I ‘avoid learning experlences which suggest using “aides?

Response: No. If you consider the learning experiences to be needed
by your students, adapt the activities to your situation by
splitting the class into small groups, exchanging 'aid" with
another teacher, requesting the aid of.a parent, or some other

suitable means. 5 6
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SUMMARY

EDUCATIONAL CHANGE -

1.  The success of an educational change effort requires active participation

. by top management. Mere commitment and support are not enough. It is the
‘administrator who sets the tone for the school. Everyone lower down takes
cues from hlmfher the administrator's prlorltiez eventually tend to be
theirs.

2. The content of a successful change strategy will vary with the type of
change sought, the kind of people whose behavior is to change, and the
nature of the work process.

3. Successful change theory calls for changes in attitudes in interpersonal
relations accompanied by appraprlate changes in structure. Training is
useless unless the system is also changed What is the point of telling
teachers to do one thing when their job is still structured so that he/
she lacks the time to practice what has been taught through pre- or
in-service? If internal changes are not made, staff may feel that the
administration is insincere, ineffectual, or bath,

4. Successful change is independent of the size of the unit. What counts
are its autonomy in the work flow and the autonomy granted it by top
management.

5. In successful educational change, the more radical the projected change,
the greater the importance of involving the people affected by the change.
It is always advisable to have early and thorough involvement of the
employees affected by the change.

6. Successful educatlaﬁal change depends on the ability to alter the surface
~ behavior of most of the people within the organization. This in turn
depends, in large measure on providing them with frequent feedback to
prove that they have changed--in ways that benefit both themselves and the
organization. By and large, an adult's learning 'takes' only after he/she
has experimented with new approaches and received appropriate feedback or
r31nfgrcement in the on-the-job situation. Feedback, whenever it is
EEE positive, is one of the most effective forms of reinforcement. Pats on
Lo o the back from the boss are fine, but there is no substitute for the steady
' "flaw of information that feed the individual's sense of comptence.

' fn Summary, two models are included in the appendix. The first model is

e the Educational Change Model by Robert Campbell (Appendix E). The second model
by Harry Drier, Jr. is the In-Service Change Model (Appendix F) which he presents

~in-his book In-Service Preparation Key to Career Education Delivery. These

should prove “useful examples of the types of models available to school
, dm:.’ 1stratars . , : 57
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LEADERSHIP PATTERNS
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Used in Leosson 6

EDUGATIGIAL GHMGE MODEL o
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3 Pa 1\3- F
ting with "Research” and moving in a clockwise direction this model 1llustrates
<_gﬂsiﬂqrnﬁiaﬁt,necesaary for educational change. Each phase representes a
conce) curriculum innovators should be apprised. In moving toward
3 e cducational ayatem this cycle should not stop after "Adaption”,
d.be repeated to consistently provide the most effective program posei-
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IN-SERVICE CHANGE MODELY
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Awmrencts
Heszoreh/Dats
Asndato

DEVELOPMENT ~— Peaple

Concorned

IMPLEMENTATIO

Designis)
Product/Componaits
Strategy

instali
Train
Support

DIAGNODSIS
ANALYSIY

VALIDATION EVALUATION

== Dats
Concerned

Objcetives
Resaurces/Canditions
Spogilications

Reszesrch
FilovSimulate
Fezsibility

Objectives/Data
Standards/Value
Faedback

t}

1Lgslie Bishop, professor of Curriculum and Instruction, University of Georgls,
Athens, Georgia, .

Drier, Harry N. Jr., In-Service Preparation Key to Career Education Delivery,
Paper presented at the Sixth Annual National Vocational and Technical Edu-
cation Seminar, Columbus, Ohio, 1972, p. h.

Working from a posture of clited needs gained either by awareness, research/
data, or mondate this model illustrates steps toward in-service change. Each
of the aix steps provides concerns for personnel dedicated to change. They,
must be faced sequentially and with a full coomittment of all personnel of

+ the local school district. Each time the cycle is completed th~ change should
become more refined and valuable to those affected in the process of in-
service changs, -
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